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MEMORANDUM FOR: Deputy Director of Central Intelligence 


FROM : Don I. Wortman 
Deputy Director for Administration 


SUBJECT - : Experimental Flexible and Compressed Work Schedules 


1. Action Requested: This memorandum contains a recommendation for 
your approval in paragraph 4. 


2. Background: The Federal Enployees Flexible and Compressed Work 
Schedules Act of 1978 (Public Law 95-390) authorized a three-year period 
of experimentation with flexible and compressed work schedules for 
employees in the Executive Branch. The purpose of the experimentation 
is to determine the impact these alternatives to traditional work schedules 
may have on the efficiency of governmental operations, service to the 
public, mass transit facilities, energy consumption, increased job oppor- 
tunities and the quality of life. These programs will, after the period 
of experimentation, be evaluated and a determination made concerning their 
effectiveness and the desirability of permanently maintaining flexible or 
compressed work schedules within the Executive Branch. 


3. Staff Position: Participation in the general Government-wide 
program under Public Law 95-390 is discretionary with Executive Branch 
agencies, but those agencies volunteering to participate become subject 
to oversight by the Office of Personnel Management (OPM) and obligated 
to follow the regulations, guidelines, and reporting requirements levied 
by OPM. These reporting requirements will include certain data about the 
component work force, their nature, functions, and activities of the 
experimental group, their geographical locations, and the outcome of their 
experiments. Participation by CIA in the OPM sponsored experimental pro- 
grams is essentially precluded because of the risk of disclosure of 
sensitive security information. Independent experiments, however, 
patterned along the lines of the OPM program, can be undertaken by CIA 
under the DCI's own statutory authority. Such internal experiments withSTATINTL 
flexible and/or compressed work schedules would be administered within 
the framework of the 40-hour workweek and in accord with the premium 
overtime pay policies as contained in current Agency regulations (HR 


; The Flexible and Compressed Work Schedules have been authorized 
previously within the Agency on a very limited experimental basis. The 
Information Systems Analysis Staff and the Office of Logistics in the 
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Directorate for Administration have experimented with flexible schedules 
where the employees, within constraints set by the Agency, vary the time 
at which they report for duty and depart from work each day. More recently 
the Office of Data Processing was authorized to experiment with a com- 
pressed work schedule where full-time employees are authorized to work 40 
hours in less than 5 days. Although these internal programs have not been 
fully evaluated, progress thus far and the extensive experience with 
flexible and compressed work schedules in the private sector indicates 
that in some circumstances and types of activities substantial benefits 
can be gained by the organization and the workers. The experimental pro- 
grams in the public and private sectors have shown that the use of such 


-schedules has resulted in substantial benefits to the Government and to 


the public in such areas as increased productivity, increased opportunity 
for citizens' access to Government agencies, and increased transportation 
efficiency, especially via improved utilization of public transportation 
and car pools. Also, virtually every study of alternative work §chedules 
points to great improvements in the morale of employees who are on them, 
since under these schedules employees gain added control over their lives 
and can accommodate many personal appointments without using leave. 


4. Recommendations: It is recommended that: 


a. You approve expansion, on an Agency-wide basis, of experi- 
mental programs of flexible and compressed work schedules as set forth in 
the attached Headquarters Notice. This program is similar to but separate 
from the program administered by OPM. 


b. You sign the attached memorandum to the Deputy Directors 
advising them of the Agency-wide program and transmi ing an advance copy 
of the Headquarters Notice. STATINTL 


Attachments 
a 
Recommendation a: ( )_.APPROVED ( ) DISAPPROVED 
= x 
Recommendation b:; “) APPROVED ( ) DISAPPROVED 
A? JUL i979 


Intelligence . Date 
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SUBJECT: Experimental Flexible and Compressed Work Schedules 
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MAOPANDUM FOR: Deputy Director for Administration 
Deputy Director for National Foreien Assessment 
Deputy Tirector for Operations 
Deputy Director for Science and Tecimolory 


FROM : Frank C. Carlucci 
Leputy Director of Central Intelligence 
SUBJECT : I 


Ixnerinental Flexible and Compressed Work 
Schedules : 


1. Flexible and compressed work schedules have heen previously 
authorized within the Agency on a very limited experimental basis. I 
have now authorized the expansion of the experimental procrars of 
flexible and compressed work schedules on an Arency-wide basis, similar 
to but separate from the prorran administered by the Office of Personnel 
Management. The policy and muidelines for implementing this procrax 
throughout the Agency are contained in the attached Headquarters Motice 
fiich is forwarded herewith for your information prior to publication. 


Z. The use of flexible and corpressed work schedule experimental 
prograns within the Agoncy and in the mblic and privete sectors indicates 
that such prosrams offer poteutial benefits in many work environnents. 

I encourage you to conduct experiments with flexible and cormressed work 
schedules where the application is expected to benefit both the Agency 
tnd its employees. 


Frank C. Carlucci 
Attachnent 


ce: 20/Cr 


Distribution: 
Orig - DD/A, w/att. 
1 - Each other adse, w/att. ORIGINATOR : 
1 - DDCI, wo/att. Director of Personnel 
1 - ER, wo/att. 
2 - D/Pers, wo/att. 


1 - OP/PEPS wofatt. 
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EXPERIMENTAL FLEXIBLE AND COMPRESSED WORK SQIEDULES 


Reference: a 


1. BACKGROUND 


a. The Federal Employees Flexible and Compressed Work Schedules 
Act of 1978 (Public Law 95-390) authorized a three-year period of 
experimentation with flexible and compressed work schedules for employees 
in the Executive Branch. The purpose of the experimentation is to 
determine the impact these alternatives to traditional work schedules 
may have on the efficiency of governmental operations, service to the 
public, mass transit facilities, energy consumption, increased job 
opportunities and the quality of life. 


b. Participation by CIA in the general Government-wide program to 
be administered by the Office of Personnel Management is essentially 
precluded because of the detailed reporting requirements of the program 
and the security factors involved. 


c. Flexible and compressed work schedules have been authorized 
previously within the Agency on a very limited experimental basis. The 
use of experimental programs within the Agency and in the public and 
private sectors indicates that in some circumstances and types of 
activities substantial benefits can be gained by both the organization 
and the employees. Experimental programs in the public and private 
sectors have shown that the use of such schedules has resulted in 
substantial benefits in such areas as increased productivity, increased 
transportation efficiency, especially through the use of improved 
utilization of public transportation and car pools, and improvements in 
the morale of employees. 


Zz. POLICY 


a. The Agency will expand its experimental program of flexible and 
compressed work schedules and conduct on an Agency-wide basis an 
experimental program similar to but separate from that administered by 
OPM. 

b. Agency managers are encouraged to conduct experiments with 
flexible and compressed work schedules where their application is 
expected to benefit both the Agency and its employees. 


c. Any flexible and compressed work schedules established will be 


within the framework of the 40-hour workweek_and consistent with the 
premium pay and overtime requirements of HR STATINTL 
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d. Whenever alternative work schedules are determined to be 
feasible, employees are encouraged to participate on a voluntary basis. 
An employee may elect exclusion from a compressed work schedule experi- 
ment on grounds of personal hardship. 


3. DBFINITIONS 

a. Basic work requirement for a full-time employee is 40 hours ; 
jn one administrative workweek, distributed according to the pertinent 
alternative work schedule. It is not necessarily eight hours per day, 
five days per week. 


b. Flexible work schedules, or flexitime are any alternative work 
schedules within which employees may vary the time at which they report 
for duty and depart from work, within overall limits set by component 
management. An example of a flexible work schedule is attached (figure 1). 


. c. Core hours are those hours in a flexible schedule wherein 
employees must be present for work. 


d. Credit hours are those hours in a flexible work schedule which 
exceed an employee's basic daily work requirement and which the employee 
elects to work on his or her own initiative and as a result of personal 
preference, so as to vary the length of a succeeding workday in the same 
workweek. These are not overtime hours. 


e. Compressed schedules or com) ressed workweek are alternative 
work schedules in which employees fulfill a basic work requirement in 
less than five workdays. An example is the four-day workweek, consisting 
of four workdays of ten hours each day in a 40-hour workweek (see Figure 2). 


4. RESPONSIBILITIES 
a. Operating Officials and Heads of Independent Offices will: 


(1) Establish essential duty hours with minimum staffing 
requirements in experimenting components and develop schedules for 
providing such coverage. 


(2) Propose alternative work schedules for their components 
on an experimental basis for the approval of the Deputy Director for 
Administration. Such schedules shall provide for 40 work hours per 
week. They will be forwarded through the Director of Personnel for 
his recommendations and through the Director of Finance to assure 
their compatibility with the automated payroll system. Proposals 
from Operating Officials will have the concurrence of the Deputy 
Director concerned. 
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(3) Monitor the overall effectiveness of approved work 
experiments they have proposed and submit assessment reports to the 
Director of Personnel upon their completion. Experimental alternative 
work schedules may be continued if they are deemed successful by the 
experimenting office. 


b. The Director of Personnel will: 


(1) Advise and assist Operating Officials and Heads of 
Independent Offices in establishing and administering alternative work 
schedules on an experimental basis. 


(2) Analyze assessment reports received from experimenting 
offices in terms of the effectiveness of alternative work schedules in 
accomplishing stated objectives. 


(3) Three years from the approval of this Notice conduct a 
final assessment of the alternative work schedules program and recommend 
to the Deputy Director of Central Intelligence, through the Deputy 
Director for Administration, its continuance, modification or termination. 


5. GENERAL 


a. In general, the premium pay provisions of HR ill apply [ATINTL 
In alternative work schedules, overtime pay will be paid for hours in 
excess of the basic work requirement and ordered in advance (or suffered 
.or permitted in the case of FLSA nonexempt personnel) by management, in 
accordance with the provisions of Agency regulations. Night differential 
will be paid General Schedule employees where core time falls between 
6:00 p.m. and 6:00 a.m. or where employees do not have the opportunity 
to complete their scheduled hours of work between 6:00 a.m. and 6:00 p.m. 
Prevailing rate employees will- be paid for night differential work at 
rates in accordance with the appropriate wage schedule. Holiday pay and 
Sunday pay are preserved. For employees on flexible schedules, pay for 
eight hours is paid for any day on which the Agency is closed by Executive 
Order or for a legal public holiday. Compressed work schedule employees 
are entitled to pay for the same number of hours as for their regularly 
scheduled workday. 


b. The criteria and guidelines for establishing and administering 
flexible and compressed work schedules are on file in the Position 
Management and Compensation Division (PMCD) of the Office of Personnel. 


Personnel desiring information concerning flexible and compressed work 
schedules should contact PMCD a STATOTHR 


Frank C. Carlucci 
Deputy Director of Central Intelligence 
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FLEXIBLE WORK SCHEDULE 


ESSENTIAL STAFFING HOURS 


CORE TIME 
(Includes 1/2-hour lunch) 


- 16:00 8:00° 9:30 3 3:30 5:00 6:00 
: a.m. : p.m. 


-- 9-hour essential staffing band established within which 
employees may vary starting time but must work or account 
for the basic work requirement, e.g., eight hours per day, 
five days per week, and must insure minimum coverage level 
is maintained during essential staffing hours. 
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FOUR-DAY COMPRESSED SCIEDULE 


4-Bay Week 


Hours Worked 
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Total Hours Worked Weekly = 40 


~~ full-time employees work 40 hours, 4 days each week. 


-- basic work requirement is 10 hours each day and 40 
hours each week. 
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